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concepts are applied daily by military officers, civilian
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use effectively many systemic processes and motivation aspects of
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combines the authors' review of literature, including recent
articles, and their personal experiences as military and civilian
leaders. The study also reflects views gathered from friends and
educators of the authors.
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OVERVIEW OF MANAGEMENT THEORY

INTRODUCTION

"Management Is.. .A Means To An End.'' - Peter F. Drucker

This chapter provides a basic understanding of what

management is, how management evolved, what managers do. It

offers helpful, practical concrpts. It closes with a discussion

of contemporary thoughts and future issues. This chapter is

intended to stimulate managers to think about the managerial

system they use and offer some alternative managerial strategies.

Throughout, we want to stimulate managers towards responsible

management.

Unless otherwise stated, whenever the masculine gender is

used, both men and women are included.

Management has been defined many times and in many

different ways. Rue and Byars offer a precise definition:

Management is a process or form of work that involves
the guidance or direction of a grou3 of people towards
organizational goals or objectives.

Managers are catalysts: they make things happen. The

manager is a coach, a facilitator, a developer, a director, an

organizer, a decision maker, a team builder, and a consultant.

Managers must be able to view the work effort with a practical

eye. They see roadblocks and then prepare strategies and provide

direction to remove the obstacles and energize people as they

combine their resources to achieve common goals. 3



Rue and Byars' model "A Theory of Management" (Figure 2-1)

presents an array of the major concepts and principles that can

be used to study the theory of management. Figure 2-1 enables us

to analyze any organivation by following the flow of information

from its foundations through performance and organizational

ethics.

A THEORY OF MANAGEMENT
BACKGROUND BASIC MANAGEMENT BEHAVIORAL
Definitions FUNCTIONS ASPECTS
History Planning Leadership [ ' N

+ Organizing + Motivating - MANASEMENT
Directing Work Groups , FOUNDATION_Controlling Communications
Coordinating Conflict

L - I P~ower. -
EMPHASIS ON AN
INDIVIDUAL UNDERSTANDING
PERFORMANCE OF THE PROCESSES

MIANAS!EMENT Encouraging Eftort WHICH PRODUCE SUCCESSFUL++ THE GOODS OR =
FOUNDATION Developing Abilities SERVICES MANAGEMENT

-Defining Direction Basis Management
Concepts. Systems

AN APPRECIATION

SUCCESSMPORARY ISSUES AND THE REPNISUCCESSFUL + FUTURE REPNILEMANASEMENT EtisIMANAGEMENT
IEthics

Social Responsibility
Future o Management

Adapted from Mnnaljman1: ib and i by Rue and Byan. Copynght (c) 1977 by Irwin, Inc. Used by permission

of Richard D. Irwin, Inc.

Figure 2-1

HISTORY AND EVOLUTION OF MANAGEMENT THEORY

To understand management theory and practice, some

knowledge of its development is helpful. Researchers have found

that management is as old as civilization itself. Many writers
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cite the passage from the Bible (Ex. 18) in which Moses' father-

in-jaw advises him on how to organize and delegate. Yet the

formal study of management is relatively new. As a discipline for

formal study, management did not receive serious attention until

about 1900. Since World War II, the study and practice of

management has undergone revolutionary changes in its theoretical

constructs, techniques, methods, and tools. We can expect

continued change as the number, complexity, and size of

organizations and technology rapidly increase.

Management began as a trial-and-error process. There was

little or no theory and no forum for the exchange of ideas and

practices. Recently, many have contaib'itad to the study of

management. Management practitioners and management scientists--

including military leaders, philosophers, mathematicians,

sociologists, psychologists, economists, and engineers--have all

contributed to an emerging body of managerial theory and practice.

However, there is no single well-accepted general theory of

management.

To make some connection between past and present thinking

and to gain insight on how society influences management, a few

major components of the modern management movement and

corresponding pioneer work is illustrated (Figure 2-2).

3



EVOLUTION OF MAJOR MANAGEMENT THEORIES AND
APPROACHES

Social/Economic/Cultural Management
Envirnment Movement

Preindustrial and Agricultural Age
industrial Age - Scientific Management

'.te 1800's Human Relations Movement
Bureaucratic Management
Administrative Management

Systems Age - Management Processes
1950's - Organizational Culture

- Behavioral Science
- Management Sciences

1970's Systems and Contingency
Approach

Information and Service Age - Computerization,
1980's limovation, and

Entrepreneurship
Future Social Functioning In

1990's and beyond Global Environment and
(Knowledge Age ?) Employee Empowerment

Figure 2-2

The evolution of major management theories and approaches

has been influenced by numerous environmental impacts and

academic efforts. The following overviews reflect a few of the

key contributions.

INDUSTRIAL REVOLUTION

Modern capitalism emerged from the invention of machinery,

automation of industrial plants, and the advancement of

transportation and communicat1gns (railroad and telegraph). In a

short period of time, workers' skills were redirected from

4



handcraft skills to machine operation. The expansion of

industrial and commercial production required more than

engineering. It also required organization structure--some

thought about what needed to be accomplished.

When large organizations were assembled, one of the few

available models was that of the military. Military command and

contrcl provided a successful model that many large organizations

adapted in the late 1800s.

Management began to be studied seriously by the early

1900s. Managers were seeking answers to questions such as how to

increase the efficiency and productivity of a rapidly expanding

work force. Technolugical insights became increasingly

significant in efforts to expand productivity during World War I.

These efforts led to a body of knowledge concerning plant design,

job design, work methods, and other aspects of "the management of

work.,,4

F'CIENTIFIC MANAGEMENT

Frederick W. Taylor is generally regarded as the "Father of

Scientifi- Management." He studied the flow of work, the time

necessary to perform a task; then he presented the most efficient

method for perfor-ming the job. Taylor showe:d large conipanies

where they could make cost savings. His book The Principles of

Scientific Management (1911) was read worldwide. He summarized

what he conceived to be management's duties in four principles.
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1. Development of a true science of managing, complete
with clearly stated laws, rules, and principles to
replace old rule-of-thumb methods.

2. Scientific selection, training, and development of
workers; whereas in the past workers were randomly
chosen and often untrained.

3. Enthusiastic cooperation with workers to ensure
that all work performed is done in accordance with
scientific principles.

4. Equal division of tasks and res onsibilities

between workers and management.ý

Major General William Crozier, the Army's Chief of Ordnance

for 16 years, applied scientific management in army arsenals

prior to World War I. His efforts helped the nation prepare for

war.

BUREAUCRATIC MANAGEMENT

At the turn of the century, German sociologist Max Weber

established the basic premises of how enterprises are structured.

He asserted that there are certain essential cnaracteristics

fundamental to ideal bureaucracies:

o Division of labor, which results in increased

specialization.

o Authority hierarchy, which is an established chain

of command starting at the highest level of manage-

ment to the lowest level of the enterprise.

o A fonmal system for the selection of employees,

which determines hiring and promotions, based on

expertise and mprit.

6



o Career orientation, which promises professionals in

the organization to seek careers within their area

of training, giving a continuity of organizat.:.:aal

operations.5

HUMAN RELATIONS MANAGEMENT

In the 1920s social scientists started to emphasize the

personal dimensions of management. Lillian M. Gilbreth has been

recognized as a pioneer in human resource management. She was a

psychologist who teamed up with her husband Frank, an engineer,

to build upon scientific management principles with human resource

aspects to find the "one best way."

A key part of the human relations movement was the

Hawthorne Research Study from 1924-1932. Some of the findings

emphasized the importance of motivation of workers. For example,

in Team Building, William Dyer states:

The Hawthorne study points out certain factors of a
highly productive work team--

1. The boss had a personal interest in each person's
achievement.

2. He took pride in the record of the group.

3. He helped the group work together to set its own
conditions of work.

4. He faithfully posted the feedback on performance.

5. The group took pride in its own achievement and had
the satisfaction of outsiders showing interest in
what they did.

6. The group did not feel they were being pressured to
change.

7. Before changes were made, the group was consulted.

7



8. The group developed a sense of confidence and
candor.3, 5

These conditions, identified in a research effort in 1928

for building an effective work team, are still important

considerations f, r managers today. Such human relations studies

brought the behavioral sciences to the attention of management

theorists.

ADMINISTRATIVE MANAGEMENT

while Taylor was developing scientific management, the

French theorist Henri Fayol approached the study of management

from the view of upper administration. Fayol, who is recognized

as the "Father of Modern Management," identified five functions of

management:

Planning - Helping an organization define and meet its

objectives by outlining what an organization must do to be

successful.

Organizing - Turning plans into action through leadership

and motivation.

Controlling - Making sure the actual performance of the

organization conforms with the performance planned for the

organization.

Commanding (Directing) - Providing the leadership direction

and guidance for accomplishment of a mission or task.

Coordinating - Managing independent effort and resources

for a timely accomplishment the task of product.



To guide the manager in applying the five management

functions, Fayol listed many principles of management that he felt

were helpful. Among them are: no subordinate should report to

more than one supervisor (commonly referred to as unity of

command); a clear line of authority should extend from the top of

the organization to the bottom (referred to as the Scalar chain);

and employees should be allowed to use their initiative to develop

their capacity to the fullest in influencing today's management

thinking.5

BEHAVIORAL SCIENCE

The Behavioral Science Approach uses the concepts of

behavioral sciences (such as psychology and sociology) to assist

in understanding human behavior in the work environment. This

approach focuses on the interrelationships among people, work, and

organizations. It concentrates on such topics as motivation,

communication, leadership, and work group formation. This

approach assists managers in dealing with the role of human

affairs in the organization.

MANAGEMENT SCIENCE

The essential feature of the Management Science Approach

(also called Operations Research) is the use of mathematical

tools as aids in managing operations. It focuses on solving

technical rather than behavioral problems. It concentrates on

concepts and techniques useful in solving problems related to

9



what the organization produces. The computer has contributed

greatly to the development of this approach.

Each of the aforementioned approaches illuminates aspects

of the management process. Each approach has drawn strong

advocates. Management theorists have now integrated aspects from

each approach and have developed two modern systems.

ATTEMPTS TO INTEGRATE THE DIFFERENT APPROACHES

Since the 1960s, there have been attempts to integrate the

various approaches to management.6 One of these attempts, The

Systems Approach, views organizations as total systems, with each

components linked to every other part. Another, The contingency

Approach, states that the particular situation will dictate the

correct managerial practice to be applied.

The Systems Approach. The Systems Approach to management

views an organization as a group of interrelated parts with a

single purpose. The action of one part will influence the

others. The individual parts cannot be dealt with separately.

To solve problems using the Systems Approach, the organization is

viewed as a dynamic whole. Individual problems are not solved;

rather, a total system of interrelated parts--involving the

management functions of planning, organizing, and controlling--

are exercised to find the best solution. Using The Systems

Approach, managers assume a broad perspective on their jobs.

Through a systems perspective, they more easily achieve

coordination between the objectives of the various parts of the

10



organization and the objectives of the organization as a whole.

The Systems Approach of Systems Analysis (SA) is often combined

with Operations Research (OR/SA).7

The Systems Approach posits both closed systems and open

systems. In principle, all businesses are open systems which

depend on input from other systems. That is, a typical business

(system) depends on other systems for such resources as money,

materials, or employees. On the other hand, a closed system does

not depend on input from other systems. However, closed systems

are strictly hypothetical, because every imaginable system has

some interaction with its external environment. Although social

organizations are often treated and analyzed as if they are

closed, the assumptions allowing for such treatment undermine the

credibility of the analysis. Closed systems analysis tends to

disregard the environment and thus to be preoccupied with

internal functions; such analysis neglects equifinality and

treats disruptive external events as error variance. The

Equifinality Principle simply asserts that there are more ways

than one of producing a given outcome. In a closed system, the

same initial conditions must lead to the same final result;

nothing has changed and therefore nothing changes. In open

systems, however, the principle of equifinality applies.

in practice, most armies insist that there is one best way

for all recruits to assemble their guns; most coaching staffs

teach one best way for all baseball players to hurl the ball in

from the outfield. In industry, the doctrine of scientific

management as propounded by Taylor and his disciples begins with

ii



the assumption of one best way: discover it, standardize it,

teach it, and insist that everyone use it. It may be true that

under fixed and known conditions there is one best way. But in

human organizations the condition of live are neither fixed nor

fully known. Such organizations are better served by the general

principle, characteristic of all open systems, that there need

not be a single method for achieving an objective. Finally, we

can predict that organizations in our society will (and should)

increasingly move toward improvement of research to assess

environmental forces. Witness the dramatic improvement in Army

recruiting since the introduction of extensive, detailed market

analysis in 1980. We are in the process of correcting our

misconception of an organization as a closed system, but the

process is slow.8

The Contingency Approach. The Contingency Approach, like

the Open System, assumes that there is no best way to plan,

organize or control. This approach seeks to match different

situations with different management methods. Both the Systems

Approach and the Contingency Approach provide valuable insights

for students of management. In practice, the differences are

frequently more apparent than real.9

Martin J. Gannon offers yet another view of the management

process in Management: An Organizational Perspective (1977).

Gannon blends many of previously described approaches into a basic

model which posits four dimensions within which managerial

activities must be performed for an organization to function. In

addition to organization design, behavioral processes, and

12



planning and control, he includes decision-making as a fourth and
key dimension of management. Decision-making consists of

recognizing problems or gaps between what should be and what

exists, identifying possible causes, developing alternative

solutions, analyzing and selecting the best alternatives, then

carrying out the action.

The relationships among the dimensions of management are

dynamic and important. This perspective is graphically

illustrated in Figure 2-3. This integrated model is influenced

by the external environment and external relations, also

important aspects of management.lO

A MODEL OF THE FOUR DIMENSIONS WITHIN WHICH
MANAGERIAL ACTIVITIES TAKE PLACE

L* Ofganization

•!---0 --- -a-, mo- m o

044

* I
I r-,, BehavioralIII

_ - -. _ Po e-ss s

Souco: .Janao ment: An Orgaanizational Persoactive. copyright 1977 (C) IW LOWle, Brown and Company. Used by permission
of Lln., Brown and Company.

Figure 2-3
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The management process becomes more complete when

evaluation is integrated into the model. The management model is

then more dynamic. Feedback and modification pave the way for

organizational changes as more relevant information is applied to

modifications and refinement of the process while the process

itself is carrying out organizational activities. Hence, one

organizational objective is, in fact, to generate change.

MANAGEMENT MODEL

_LsiSon. Vision. and Stat
(what we are all abou)

goais,~Goals and Objecives

Correction and Adjustmentswawwntod)(Developing new strategies, goaW,",
and changing resources availabe)

(1•\ Means and Resources available
(How we set authorities, organize,
budget. div•de responibility, and

Evaluation (checking how we did reward)
through informaton and control

systems)

(Getting the job done)

Figure 2-4
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APPLICATION OF MANAGEMENT THEORY - SOME CONTEMPORARY CONCEPTS

The commanding officer at any level should center his
attention on the most important and most decisively
significant problem or action of the whole situation he
is handling and not c- *ny other problem or actions--
ii

Mao Zedong or Mao Tse Tung

Thus management theorists have turned their attention to

the relationships among their organizations and technology,

society and industrial production. All of these have changed

very much in the past century. Rapid economic growth, developing

technology, and advances in communications and transportation

have made it necessary for organizations to evaluate ther

methods and for managers to find improved ways to get the 4,ol

done. Some basic concepts that managers have found helpful are

described as follows:

FUNDAMENTALS OF ORGANIZING

Organizing is "the process of defining the essential

relationships among people, tasks, and activities so that all of

the organization's resources are integrated and coordinated to

accomplish its objectives effectiveLy.''12 A manager performs

four functions in an organization:

1. He analyzes the tasks to be accomplished, dividing

those jobs into work assignments which can be completed by one

person.

2. He divides tasks into common groups which consist of

workers who can effectively accomplish the job. This element in

15



the organizing function is known as departmentalization.

According to Pearce and Robinson, four of the most commonly used

bases for departmentalization are: functional, product,

customer, and geography. A more detailed discussion of

departmentalization can be found inr their book, Manaclement.12

3. He selects and appoints leaders of each group. The

leaders then assume the responsibilities for accomplishing that

group's tasks.

4. He reviews organizational objectives and assigns

priorities to each objective. Leaders of the organization are

then informed of these priorities.

Proper organizing is critical to effective-managing, since

it directly impacts on the efficiency and quality of an

organization's work. Organizing not only establishes an

authority framework, it facilitates communication throughout the

organization.

Other important concepts not previously discussed and

directly relevant to the fundamentals of organizing include:

1. Authority. Authority has been defined in many ways,

but essentially it is the legitimate power to command, to

make decisions, to perform, and to expand resources. Authority

in an organization flows from the top down. The leader, the

ultimate authority, holds the key position in the organization.

Authority comes from the bottom to the extent that subordinates

are willing to respond to a superior's directives. The nature of

the situation should determine the source of authority. Another

16



view asserts that the person with the most knowledge and

expertise in a given situation has the right of authority.

2. Delegation. Delegation is the process by which a

manager assigns tasks and authority to subordinates, who then

accept responsibility for those jobs. Delegation is thus related

to the concepts of responsibility, accountability, and autho, .'y.

Immediate subordinates assume responsibilities for the assignment

for tasks delegated by the manager, or the person who has

authority. Accountability signifies the subordinate's obligation

to that manager to perform those designated duties efficiently

and satisfactorily. Authority related to the assigned duties

must also be granted to the subordinate, thus he can accept

responsibility for fulfillment of the task. 12

3. Motivation.

President John F. Kennedy masterfully motivated the masses with

this famous imperative as he assumed the nation's highest office:

And so my fellow Americans ask not what your country
can do for you. Ask what you can do for your country.
My fellow citizens of the world, ask not what America
will do for you, but what together we can do for the
freedom of man.13

Such motivation serves to energize human behavior. The

process of stimulation action and its importance to management

are evident in the great number of books and articles written on

the subject. Few topics in management literature have gained

more attention over the past 25 years than those pertaining to

motivation.14

Perhaps the current interest in motivation reflects our

complicated modern environment. First, an organization's overall

17



performance depends on the performance of its individuals and

groups. No business or organization can function without these

human resources. Second, to understand how an organization

functions, we must understand why individuals behave as they do.

Through an understanding of motivation, we can more fully

comprehend how variations in such things as job design,

leadership styles, and compensation systems affect performance,

job satisfaction, and numerous other human variables. Third,

given higher operating costs and external demands, organizations

must do everything possible to remain efficient. Many of today's

most competitive and successful managers and leaders are applying

what they have learned about human nature and motivation to keep

their organizations profitable. Finally, organizations have

"become aware of the importance of developing a talent pool that

will be a perpetual reservoir of skills and abilities to keep

them competitive on a long-term basis. They now recognize that a

well-trained, highly motivated human resource is a prerequisite

for developing and utilizing technologically advanced

equipment. "15

4. Power. Social scientists usually define power in terms

of the ability to influence other persons to do what one wants,

based on control. A conclusion that emerges from a study

conducted by David C. McClelland, professor at Harvard

University, and David H. Burnham, president of McBer Company, a

behavior science consulting firm in Boston, is that "...Contrary

to what one might think, a good manager is not one who needs

personal success or who is people-oriented, but one who likes

18



power." Their study indicated that effective managers can

influence people, rather than do things better on their own. Yet

there must be other qualities that go into the making of a good

manager.

McClelland and Burnham found that although the top 500

managers of 25 U.S. companies did possess a high need for power

(a desire for influencing people). But they further determined

that this need must be disciplined, controlled, and directed

toward the benefit .of the organization as a whole, not toward the

manager's personal power. In other words, the manager's need for

power should be externally socialized--focused so that the entire

institution benefits. Managers, leaders, and even nations with

this synergetic profile tend to create high morale, expanding the

organizations they head.

Profiles of the very best managers reveal several

characteristics which serve to "balance" their desire for power:

a great emotional maturity; along with egotism, a democratic,

coaching managerial style; and an abundance of good common sense.

If a desire for power is tempered by maturity, it does not lead

to an aggresoive, egotistic expansiveness but to a solid

productive organization. 16

LEADERSHIP AND POWER

From a different perspective, according to John W. Gardner,

former U.S. Secretary ot Health, Education and Welfare, "Power is

simply the capacity to bring about certain intended consequences

in the behavior of others." Parents, teachers, policemen,
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foremen, middle-level executives, all have power by virtue of

their positions. Power is also attained by virtue of intrinsic

qualities--persuasiveness, beauty, leadership, common sense,

status and other attributes.14

it is necessary to explain the difference between power

holders and leaders. Leaders generally have a desire for power;

however, many power-holders have no trace of leadership. The

tax assessor. the loan officer in the bank, the policeman on the

beat, the headwaiter--each has power in some measure, but not

necessarily the qualities of leadership. There are some power

holders who, for example, are very generous contributors to local

political campaigns. They may be able to control the

pc.iticians, but they have no personal capability for leadership

themselves.

Historians tell us that during the Russian Revolution and

the early days of the U.S.S.R., while Lenin and Trotsky were

teaching about leadership and revolutionary ideology, Stalin was

becoming the master of the revolution's organizational base,

which became the decisive source of power. When rising in

the party hierarchy, Khrushchev was heard to say, "When Stalin

says dance, a wise man dances."17

Where does power come from? The sources are infinitely

varied and cover a broad spectrum: position, property, personal

attractiveness, expertise, reason, financial wealth, persuasive

gifts, the capacity to motivate, knowledge and informition,

public opinion, physical strength, charisma, raw intelligence,
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and proximity to other power bases. In management, power is a

key element in the manager's ability to control the

organization.17

LEADERSHIP/MANAGEMENT STYLES

Regardless of the differences between the military and

industry, the discipline of leadership and management in the two

arenas is quite similar. The bottom line: It's a matter of

running things. That is what leaders and managers do, whether in

uniform or coat and tie. They run things, get things done. They

take categorical resources, organize them, and direct their

application toward specific missions, goals, tasks, aims, and

objectives. They are always cognizant of what those goals are,

always mindful of the resources at hand and of what must be

achieved.

Because there are no absolutes in human behavior, there are

none in leadership. Leaders must therefore use the tools achieved

from past research and apply these lessons to the future. A few

of the major leadership models of recent past provide a foundation

for possible use in looking into the future.

Consider McGregor's X and Y Theory: Theory X assumes that

people are inherently bad and find work distasteful; Theory Y, on

the other hand, assumes that people see work as natural as play.

McGregor Lelieved in the Theory Y approach and thus assumed

directing, ontrolling or manipulating workers in an organization

was the wrong approach; rather he asserted that workers would be
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more productive when given opportunities for self-control and

sel f-direction.

Blake and mouton's Managerial Grid Model (see Figure 2-5)

illustr-ates the best way to manage in their theory of managerial

leadership. To them, the 9,9 position on their model, "is

acknowledged by managers as the soundest way to achieve

excellence. "18
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Figure 2-5

The 9,9 in the upper right corner of the grid denotes the

"integration of task and human requirements into a unified system

of interplay." This is achieved through team management. Some I

critics of this grid model argue that concern for humans is not a

behavior but rather an attitudinal dimension. rhe model

considers five leadership styles or behaviors.
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Hersey and Blanchard's Situational Leadership Model (see

Figure 2-6) recognizes that different styles of leadership depend

on the situation and maturity of the follower. The Situational

Leadership Model is based on the leader's task and relationship

behavior ,;hich is dependent on the maturity of the follower on a

specific task. It is the task-specific maturity level, then,

that indicates to the leader which style of leadership to use.

The Model is divided into quadrants: Telling, Selling,

Participating, and Delegating. These terms indicate a type of

leader behavior based on the "willingness and ability" of the

follower to do the task.18
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